WHAT  IS  THIS   MANAGEMENT?
but rarely and said he could run it by "putting in a couple
of hours per week.5' A mutual acquaintance said, "the
factory looked like it!" I understand Lord Beaverbrook,
no doubt newspaper trained, was fond of nocturnal visits
and expected his staff to be on the job accordingly.
Well, thank goodness for individual characteristics, but
let us give equal thanks to those who recognize reasonable
human characteristics and plan accordingly. A man may
work like a Trojan at his job but still resent being called^
to a conference at some unorthodox hour without the
fullest reason. He will probably work late on his own
far more willingly and voluntarily than being compelled
to do what seems unreasonable. I am referring, of course, to
internal conferences where normal working obligations
hold good.
A good plan, in my experience, is to fix a conference
where about half the time is taken up in "official" time
and, after an interval resumed (if necessary) in "overtime"
which is, even if consistently worked, regarded by most
individuals as a "personal" contribution rather than an
"official" necessity. This certainly had the effect, at leasy^,
of stimulating progress in the later stages, and also generally
fixes conferences later in the day, which is a period more
often free from "departmental detail."
Finally, just a word in support of quiet surroundings
with the telephone preferably outside. I know a man who
when he comes to a meeting invariably goes straight to
the 'phone! I know a meeting room where you can get
almost anything through because only a few hear what's
going on. It is said there of bad decisions that "they
went through as a bus passed by!"
CONCLUSIONS
Let me sum up my views on the basic value of con-
ferences because in succeeding chapters I have much more
to- say about this type of activity.
1.  A basic requirement of democracy is  "reasonable
freedom of individual expression."
2.  To all except the leader or chairman a conference
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